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Executive Summary

Organisations are operating in an era defined by acceleration, complexity, and continuous change.
While leadership capability has significantly evolved, a new constraint has emerged: leadership
capacity.

This white paper synthesises insights from the Full Potential Leadership & Culture Breakthrough
Group (March 19, 2026), combining participant perspectives and core frameworks to explore a critical
question:

What is the capacity required to lead effectively now, and in the future?
The findings are clear:

» Leadership capacity, not capability, is becoming the primary limiting factor for performance,
culture, and risk.

» Current organisational systems are not designed for the pace and complexity leaders now
face.

» Without intentional intervention, organisations risk declining decision quality, reduced
innovation, and increasingly reactive cultures.

This paper outlines the nature of the leadership capacity gap, the systemic conditions that shape it,
and the shifts required to build sustainable, high-performing organisations.
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1. The Context: Leadership in an Age of Acceleration
Leadership today demands:

» Clarity in complexity

» Presence in uncertainty

» Courage amidst competing priorities

As highlighted in a survey of over 60 senior People and Culture leaders, acceleration driven by Al,
complexity, and shifting expectations is fundamentally reshaping leadership.

Leaders are now required to:
» Deliver short-term results while transforming for the future
» Navigate competing priorities and systemic tensions
» Operate across increasingly complex stakeholder ecosystems
This creates a fundamental shift:
Leadership capability is no longer the constraint. Leadership capacity is becoming the limiting factor.

This is not just a leadership issue; it is a performance, culture, and risk issue.

2. Defining Leadership Capacity

Leadership capacity goes beyond skills and competencies. It is:
» The space a leader can hold within themselves and with others
> The depth from which they think, decide, and act
> The ability to remain effective under pressure and complexity

Three core dimensions of leadership
capacity emerged:

Leadership Capagity:®

Operational Capacity

. o Operational Capacity -how much work can we fit
The volume of work an individual or into the available time with the resources we have?

system can handle within available It is the amount of work a person or system can
time and resources. pisicaliiiEpdle

Cognitive Capacity Coghnitive Capacity - how much complexity a
leader can hold and integrate.
The ability to hold complexity, It refers to developmental maturity, the leader's

; ; ; ; ability to hold complexity, ambiguity, multiple
amblglfllty’ multl'ple perspectives, and perspectives and systemic dynamics.
systemic dynamics.

H H Emotional Capacity - the inner resources leaders
Emotional Ca pacity have to stay steady when things are difficult

The inner resources to remain Reflects the bandwidth a leader has to engage with
others and stay grounded under pressure.

grounded, regulated, and relationally
effective under pressure.
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When these capacities are exceeded, performance degrades, not because leaders lack skill, but
because they lack capacity.

3. The Leadership Capacity Gap
A central concept explored in both the session and materials is the Leadership Capacity Gap.

This gap emerges from the tension between three forces:

N

THE LEADERSHIP CAPACITY GAP > Rising demand and acceleration

A > Leadership capacity (individual and collective)

ACCELERATION ) ) o
(Rising Demand)-.. /=2 > System design (enabling vs constraining)

When acceleration outpaces capacity and systems fail to
support leaders, the gap widens.

When the Gap Widens:

Increased reactivity

>
LEADERSHIP <@ — » sysTEMDESIGN IR Declining decision quality
CAPACITY (Enabling vs Constraining) )
‘ > Fragmented execution

(Ability to Hold Complexity)

> Rising silos and tension

When the Gap Closes:
» Greater systemic thinking
» |Improved collaboration
» More sustainable performance

Critically, these are systemic signals, not individual failures.

4. The Cost of Reduced Capacity
Insights captured during the event highlight the real organisational impact of constrained capacity:
Decreases in:
» Innovation
» Creativity
» Motivation
» Accountability
Increases in:
» Reactivity

> Pressure concentrated on fewer individuals
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Participants also identified a key systemic pattern:

Organisations often reward the over-simplification of complex challenges, while simultaneously
reducing the space required for effective thinking.

This creates a reinforcing cycle where leaders are expected to do more, faster, with less space,
further eroding capacity.

5. Stakeholder Expectations in a Complex System

Leadership Capacity
in an Age of Acceleration
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A defining feature of today's leadership is the expansion of the stakeholder ecosystem. The session
surfaced a powerful range of stakeholder voices, each placing distinct and often competing demands
on leadership.

Employees (Present & Future)

» Desire clarity, transparency, and alignment

» Expect meaningful feedback loops
Customers & Clients

» Require trust and credibility

» Want to be heard, not just managed
Suppliers & Partners

» Seek trusted relationships and inclusion
Investors

» Expect confidence and transparency

» Require clarity on managing short vs long-term tensions
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Future Generations
» Demand long-term thinking and ethical leadership
» Seek safety, voice, and consideration
Al & Technology
» Offers a significant opportunity
» Requires thoughtful and responsible integration

More-than-Human Systems
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» Increasing expectation to consider environmental and systemic impact

This reinforces a core insight:

Leadership is no longer about managing stakeholders; it is about partnering with the whole

system.

6. The Capacities Required for Leading in Complexity

Four critical capacities for leading in complexity were identified:

4 Capacities for
Leading in Complexity

Sensemaking

Understanding what's really

happening in complex situations.

Seeing patterns, context and
system dynamics.

Self-Relating

Managing yourself in
moments of pressure or
uncertainty.

Staying grounded, aware
and emotionally regulated.

1. Sensemaking

Understanding what is really happening beneath the surface.
Seeing patterns, context, and system dynamics.

2. Perspective Shifting

Holding multiple viewpoints simultaneously.
Integrating different truths to deepen understanding.

’

Ol '0

Perspective
Shifting

Understanding
multiple viewpoints.

Holding different truths to
deepen understanding.

6

Navigating
Polarities

Working with ambiguity and
tensions betyve_e'n competing
priorities.

Integrating opposing needs
through both/and thinking.
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3. Self-Relating

Managing oneself under pressure.
Remaining grounded, aware, and emotionally regulated.

4. Navigating Polarities

Working effectively with tension and paradox.
Balancing competing priorities through both/and thinking.

These capacities move leadership beyond control and certainty toward awareness, adaptability, and
systemic effectiveness.

7. Transforming Leadership: A Shift in Mindset

Transforming leadership requires a fundamental shift:

From:
. 'y y |
Control —— Enabling "\ =
ST
é; {} Certainty — Curiosity | (7).
o ©
@ _ individual Distributed _~%-
. T — . 6 e e
® [ @ leadership leadership @ @ @
To:

» Leading for the long-term wellbeing of the whole system
» Holding multiple perspectives and tensions
» Creating space rather than filling it
Senior people and culture leaders identified key leadership behaviours required:
» Deep and strategic listening
» Courage and radical candour
» Transparency and openness
» Empowerment and distribution of leadership
» Acting as an emotional intelligence role model

This represents a move from knowing to enabling.
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8. Systemic and Cultural Shifts Required

Leadership capacity cannot be addressed at the individual level alone.
Systemic and cultural conditions must evolve to enable capacity.

Key shifts identified include:

From Immediate Performance » Broader Value

Balancing short-term delivery with long-term impact.

From Individual Reward » Collective Reward

Aligning incentives with system-wide outcomes.

From Inside-Out » Outside-In Thinking

Embedding stakeholder perspectives into decision-making.

Creating Space for Thinking

Actively designing time and permission for reflection, dialogue, and challenge.
Building Trust and Healthy Conflict

Enabling honest, open conversations and constructive tension.

Enabling Agency Across the System
Distributing decision-making and ownership.

A critical insight emerged: Culture does not fail because leaders do not care. It fails when
leadership capacity is exceeded.

9. The Inner Work of Leadership
Participants reflected deeply on the question:
Who do I need to be to lead in this environment?
Key themes included:

» Being a voice of truth
Demonstrating courage in what is surfaced
Staying grounded amidst complexity
Simplifying without over-simplifying

Remaining curious and open

vV V VY VY V

Creating space rather than filling it
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This highlights that leadership capacity is not only structural, but also deeply personal.

10. Practical Actions: Building Capacity in Practice
Daily practices to build leadership capacity include:
» Pausing before solving
Asking: what perspective is missing?
Surfacing underlying assumptions

Naming tensions and polarities

vV YV VY V

Reflecting on internal responses under pressure

These micro-practices, when embedded consistently, create cumulative growth in capacity over time.

11. Signature Ideas from Full Potential Group
Leadership Capacity Lives in the System, Not Just the Individual

A critical shift emerging from this work is that leadership capacity does not sit within individuals
alone, it is inextricably linked with the system and culture.

Organisations often attempt to solve capacity challenges through individual development. However,
as highlighted in both the session and the broader roadmap work, this approach is insufficient.

Leadership capacity is grown or constrained by how the system and culture allocate attention,
distribute authority, create space, and enable decision-making.

This reframes the challenge:
» From developing better leaders » to enabling better leadership conditions
» From individual capability » to collective capacity

Without system-level cultural change, even the most capable leaders will eventually fail under
pressure.

Leadership Capacity Compounds, and So Does Its Absence

Leadership capacity is not built through isolated interventions. It compounds over time through
experience, challenge, reflection, and systemic reinforcement.

» Capacity grows cumulatively when embedded into real work
» It requires sustained focus over multiple years

» The risks of low-capacity compound just as quickly as its benefits

This leads to a critical strategic insight:
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Leadership capacity must be treated as a long-term, compounding asset, not a short-term
development initiative.

Organisations that take a multi-year, systemic approach build resilience, adaptability, and sustained
performance.

Conclusion: Closing the Capacity Gap
Leadership capacity must grow at the pace of acceleration.
Organisations that succeed will be those that:
» Recognise capacity as a strategic priority
» Redesign systems to enable, not constrain leadership
» Invest in both individual and collective capacity
» Embrace complexity rather than oversimplify it
Ultimately, leadership capacity is not a fixed trait, it is a developable, systemic capability.
And the responsibility is shared:

We are the culture. The leadership capacity the future demands starts with us.

About Full Potential Group

Full Potential Group partners with organisations to build leadership capacity, transform culture, and
enable sustainable high performance through systemic leadership development, coaching, and
diagnostic insight.

We have created a series of leadership labs, intensive experiential sessions to help leaders build the
capacity to think clearly, act decisively and sustain healthy performance in complexity.

For more information: info@fullpotentialgroup.com
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